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THEY SHAPE YOUR LEGACY. THEY MAKE
OR MAR THE PROSPECTS OF YOUR

SUCCESSOR. THEY IMPACT ORGANISATIONAL MORALE.

BE CAREFUL HOW YOU SPEND THEM

fter leading Infosys BPO for six years, when Amitabh
Chaudhry announced his intention toleave the company, it
was the beginning of a hectic 100 days for him. His first
task: finding an appropriate successor. After hunting for
sixweeks, Chaudhry and the Infosys management selected
Swaminathan D. Alongside, Chaudhry was in the thick of
things trying to close a $38 million takeover of McCamish
Systems. The buyout was completed just weeks before his
tenure ended. Thls ‘was in addmon to whal he anyway hadtodo durmghls last
h

1004:

Chaudhry now MD & CEO HDFC Standard Life Insurance says that thebestad-
vice he can give outgoing CEOs is to make a list of everything you need to pass
on. "Most CEOs tend their anddon'

job of handi You have to ou pull back. Don't
reflect on the good times in the organisation. It only adds to your anxiety about
joining the new place," he says.

The last few months have seen corner office occupants change in several of
India's biggest companies. While this means a time of transition and perhaps
even turmoil for the companies and the new man in charge, the outgoing CEO is
often ignored in Lhe pandemonium. There is enough literature to fill alibrary
onhowthei EO should handle the transition thedo'sand
don'tsfor hisfirst 100 days. But sparea thought for the outgoing boss. Hemay be
moving to a more lucrative job, but still, saying goodbye isn't easy. Are his last
100 days in the organisation as crucial as the first 1007

Ninad Karpe, who spent 11 years at CA, of which six were as MD, moved to
take charge at Aptech in 2009. "It is a critical time and all the good work you've
donecan getvitiated if thelast 100days are not carefully managed," he says. The
last 100 days are important in the context of both, ensuring you leave behind a
legacy you would IJe proud of, and more unpartxnt ensurmg that the short term
goalsof the ition period.

A McKinsey report recommends that CEOs conunue toact like they are in
charge until their very last day at work so that the new guy can hit the ground
running. T thisisthatit CEOafew
find his feetand f the business. If the ing CEO loses interest
in the transition period, it can severely impact the business. However, even if
most CEOs gradually start distancing themselves from the business, if re-
quired, they won't shy away from taking tough decisions.

Pramod Gothi, former managing director of Morarjee Textiles recalls how
he decided to order raw material for the next 18 months during his last few
months at work. "I certainly didn't need to do that, but Iknew that cotton prices
wererising." That decision paid off for the company assince then, cotton prices
almost trebled.

There is consensus though that any decisions that would have a medium or
long term impact on the business are best avoided. If something critical comes
up, consult the: or board, the senior teamand if thereis
an incumbent CEQ in place, involve him in the decision making as well. Simi-
larly, organisational changes are a bigno-no, whether it is structural or people,
says Egon Zehnder's Govind Iyer: "During the last few months, the emphasis
ison the way the outgoing CEO brings in the new guy."

‘When after 33 years at Johnson & Johnson Narendra Ambwani was
retiring as Managing Director, he made sure it was a smooth transi-
tion. Three months before he was due to leave, the new MD was

brought in and given complete charge. "I moved out of my office and pulled
outof allactive decision making, thoughIwas there in case he neededany ad-
vice. It is important to send a clear message to the organisation - there is only
one MD," hesays.

As CEOs step closer to retirement, their approach to the transition
changes. Most times the outgoing CEO is concerned with finding a balance be-
tweentyingupl ds at work and prepar imself totake charge of an-
other organisation. During retirement though, the priorities are different.
The prospect of not knowing what to do with your time after having worked
for almost 40 years in the corporate world can be dauntmg Gothi, whoisnow
aCEO Coach, i how best. irement. Two years be-
fore he was due to retire, he informed the chairman, Ajay Piramal, that he
wouldn't be seeking an extension. "I started planning my exit and what 1
would do after retirement right then,” he says. The successor was identified
six months before his exit, but since there would be no overlap in their
Py tenures, Gothi ensured that the rest of the team was brought up to speed. "I

» spoke to customers, introduced them to other people from the team so that
L1

there would be continuity," he says.

This knowledge transfer is perhaps the most crucial thing the outgoing
CEO must locus on. As the big boss, he is pnvy toalot of information which
may not' within Irrespective of who 15
takingover, acritical part of whath ingtheselast
ensure that he passes on all this latent knowledge to the other person. R
Suresh, MD, Stanton Chase International, India, says that it's not uncommon
now for the outgoing CEO to prepare a docket for the new CEO before he
leaves. "This confidential report will detail all on-going projects replete with

> decisions taken and pending. This willeven go toan extent of skills inventory
along with reports on each of thedirectreportee,"he says.

The job does get easier if the new person is from within the orgamsauon.
Ananda Mukerji, who after leading Firstsource fornine yearssince its incep-
tion moved to Bharti Airtel agrees. His re-
placement Matthew Vallance was, ﬁ'om thhm the company. and was alreadya

tm:k lies in ('mdmg a balance between plannmg your exit and ensurmg busi-
tothenewrole, thecom-

pany sent Vallance off on a six-week
As a result, Mukerji oonunued to run the busmess through his last three
monthsat "There it hutthey were all ong&
ingones.Ididn't take any ne i
Instances abound of CEOs and MDs with multinationals who have been el
evated toa sumﬂar position either ata reglonal level or in another country.
Here again, th nsandp: . For Rajiv Vij,
who firstmoved from being regional head for Indiaand west Asia, tomanaging
director for Asiaat Franklin Templeton, it has beenan interesting journey. He
quitthe organisation at the age of 39and says, "When 1 got promoted to the re-
gionalrole, my wason therole
of the country manager. The crucial bit for me was learnmg tostepoutof the
country manager’s role and in the process, create sufficient space and au-
tonomy for the future leader. When I was leaving kgxe fi.le'g\g my key focus.
was on sharing all my experience and business knowledge
with the next set of leaders to ensure asmoother transition

and the maximum continuity” hesays.
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